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1 The Total Quality Manaocement (TGM) Concept

TOM embodies an organizaticnal philosophy and practice of committing the
combined perscnnel resourcas of the oroanization to continuous process
improvements in the provision of products and services to its customers. It
recuires the inwolvement and dedication of personnel at all levels within the
organi:atjon, starting with senior management. It is a long term process that
focuses con the missicn goals and objectives of the oroanization and
sub-elements within the organization, and the processes and procedures
emnloved to achieve stated coals and cbjectives. TOM is a continuous.
sel f-evaluative process designed to improve existing processes and procecures
<o as to improve the delivery of products and services to an orcanization’s

customers. It is a structured and disciplined approach aimed at optimizing an

orcaniration’s performance. To be successfully implemented, TGM must be

practiced by every employee.

A. TBM within the Department of Defense (DoD)

DoD has acopted TGM as the principal means of attaining improved
perfuw mance at all lavels within the Department. The DoD TQM philoscohy
highlights the critical need for lang term planning, continuous improvenment
in processses and prccedures, team work, perscnnel development, optimizing
Government/Industry relaticins, probiem suiviag, cnd continuous self-evajuation

and analysis. armcna others. COutlined below are the four principal- areas

cemprising the Dol TOM philosophy and the critical elements contained within

each of the four areas.




(Dol TOM Fhilosophy)

——t

II

-4
-

v

r—

Techniques and Tools

Practices

Principles

Visien

Vision:
1. Startino point for lono-ters plannina.

2. Emphasis on improvemeﬁt.

Frinciples:

1. Continuous process improvement.

¥nowledge and understanding of processes.

3. Focus on customer,

4. Commitment by all - teamwork. .
5. Constancy of purpose.

Practices:

1. Planning/Goal-settinc.

Fromote continucus imorovement ~ consistent communications.

rJ

Dntimize use cf human/material resources.

(2]

4, Train personnel.

5. DOptimize Government/Industry relations.

Techniques and Tools:

TOM oversicht methods: strateoic plannino, problem review/analysis,

Al

process streamlining, rescurce optimization, skill-building.

2




E. TOM within the Defense Locoistics Raency

The DLA TOM Master Flan, published in January 1989, further refines the

DoD TGM philosophy to address the Aaency’'s specific missien anals and

P

chjectives., A message from the Director concerning TGM, which is incorporated
in the Agencv’s master Flan, 1s included at Attachment 1.

DL& s Macter Flan emphasizecs that TGM is not & passing fad, an empty
slocan, or snhcrt-term initiative. It reoresents a total commitment bv the
Agercy. The Mastzr Flan serves as s foundation upen which tha individual
Frincipal Staff Elemant (FSE) and Frimary Level Field Activity (FLFA) TOM
plans can build. Decentralizing responsibility for adopting TCM throuchout
the Rcency fosters local initiative and innovation.

Factors identified in the DLA Master Plan as basic to TEGM and critical
to the sucrcessful instituticnalization of TOM within DLA are summarized below.

(1) Commitment by top management.
(2) Involvement of all personnel.
(3) Consistency of purpose and a disciplined approach tc
establishing organizaticnal coals and objectives.
(4) OQrientation towards customer satisfaction.
(3) Establishment of an environment conducive to continuous

prccess improvemnent.

(6) FRecoaniticn of the impcrtance of personnel and perscnnel
training.

(7) Emphasis cn teamwork.




DLA is a sarvice organization whose ultimate customers are the Militarv

Yt enr s ARINIINN Tt aa s

: Services. In another sens2, however, there is a customer for each task
f perfermed by a FSE or FLFA. The customer base expands even further if vou

ider the various taske perfaormed by PSE Divisions or even individual

in

: con
amployees. Customers can be other FSEs, Divisions, committees. cor fellow

employees.

TOM requires a continuous assessment of a customer’s needs and a
systematic evaluaticn of the work tasks (processes) performed that contribute
cither directly cr irndirectly to customer satisfaction. The overridinc

chbijective is continuous process improvement which advances the mission and

cecals of the organization.

Changes tec processes can be a reaction to customer s expressed ﬁeeds or
they can evolve internally through analyzing existing processes with the goal
of increased orcanizational efficieﬁcv and effectiveness. A process is a
systematic approach to accamplishing a specific task. Changing a process
reguires a full appreciation and understandina of what the process is intended
to accomplish, how it impacts the customer, and how the change will improve
efficiency and effectiveness. and ultimately, customer satisfaction. Process
changes must be fully cocrdinated and carefully integrated into the

craanizaticon’s existinc operational procedures,

C. T7TOM within the Directorate of Contract Management

The TN plan fcr the Directorate of Contract Manaqement is moheled after
the Agency’'s TQRM Master Flan. The Directorate plan embraces the concept of
continucus process improvements in the performance of Contract Manaaement

staff functions at Headquarters and in the oversight of Contract Management




functions performed within the nine Defense Contract Administration Services

(DCASY Regions.

The methodoloay and core qoals described in the succeeding paages
acknowledge the need for flexibility in establishing TGM goals and objectives.
Institutionalizing TGM within the Directorate is a lonc-term process.

Feriodic fine-tuning of goals and objectives will be necessary as the TQM
concept is assimilated throuchout the oroanization.

To facilitate the adoption of the TGM concept by all personnel, a
siagnificant irnitial investment will be made 1n TuM trainina. All personnel

will receive introductory T@M training with more intensive training provided

to senior personnel and selected TGM facilitators within each Division of the

Directorate.




TGM Methodolocy
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TOM is the practice of continucus process improvement within a
disciplined and structured organizsticonal sestting. To implement a

caticfactory TOM plan, an oroanizaticn must have a well dafinsd mission with

supporting goals and chbjectives cesigned to foster mission accomplishment.

fn orcanization’s strategic plans for accemplishing its missicn are suhject

to pericdic changs to edjust to both internal and external contingencies, but

nz22 chould beg both structured and rationals.

gy

the process cr Ch

t

TOM fccuses on these tasks or weork units (processes) that are necessary
to accomplish the croanization’s stated ooals and objectives., To impleasnt
TGM, cne must fully comprehend the content and purpose of processes, and
their cause and effect relationship to the overall oroanization’s goals and
ohjectives. The following excerpt from the fAgency’s TEM Master Plan
identifies a series of steps involved in continuous process imoroveament.

(1) Identification of work prccesses.
{(2) Id=ntification of relevant measurement paints. .

(3) Identification and priocritization of opportunities for

imorovement.
(1) Iznlem=z=ntation of the best solutions.
(5) Meonitcrinag effectivensess.

Frocesses can range from simple, repetitive manual operations, to
cocmpler, multidimensional tasks impacting several operations cr croanizational
venits. The cbjective of TOM is to isolate those processes present
Altsrnative processes are then analvz.d. the

conortunities for improvement.

hest alternative is selected and put into practice, and then monitcred to

ensure the desired results are obtained.




A. DLA T2M Qversicht Structure

The respensibility for establishing broad Agency TGEM goals and monitoring

the implementation of TOM throuahcut the Aaency rests with the Executive

sC The ESC reports to the Director and is comprised of

Stesring Committes (ESC).

The ESC is chaired by the Director. Directorate of Oualitv

rance and will meet no less then quarterly to discuss the Agency’s

D=y
~SSU

procress and to formulate aor refine policies. initiatives, and coals. Each

FLFA will also establish an Executive Steering Committee reporting to the FLFA
Ceomnmandzer for the purpcse of overcseesing the implementation of TGM.

An Executive Working Group (EWE), comprised of a representative from

ch FSE, will provide support to the ESC and assist P$Es and FPLFAs in the

e

[

davelopment and oversight of their respective TOM plans. Copies of each PSE

and PLFA TQM plan will be provided to the EWG. Workino oroups will also be

establiched within each PSE and PLFA.

A schematic of the Acency TAM structure is provided below.

DLA-D
{
|
TQM ‘TOM
EXECUTIVE EXECUTIVE
S8TEERING WORKING
COMMITTEE QROUP
i
|
, P8E
PLFASs PSEs WORKING
GROUPS

{

PLFA
8TEERING
COMMITTEES

|

PLRA
WORKING
GROUPS




The Directorate TOM structure censists of an Executive Working Group
‘tinz ta the Director, Directeorate of Contract rManaoement. The EWG
ised of a TGM facilitater designated by each of the 7 Division

Chisfe, and will ba chaired by the represzntative from the Flans, Folicies,
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T ccals within the Directeorats focus on three primarv areas:

(1} Fercscnnzl Training - T@M orientaticn and training as well as

imoreoved job trainingzg.

(2) Harmonizing Contract Management paolicies and procedures with

tha TCOM philosophy.

{3) Erhancing Communication and Feedback among HQ Centract

v

Management staff, other HE@ PSEs, and contract administratien
agffice percsonnel to accelerate assimilaticn of TGM.

TCM is a dynamic procesce end oppcrtunities for i1mprovement will be
euplcred in every facet of cur staff and field organizatiocn cperaticns. The
cverricding chjective of TGM is to imprave the guality of services provided to
the Military. Eech indivigual Contract Management process, however small,

that can be improved upon will contribute in some way to better services to

cur Military customers.
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TCM regresents a sichnificant shift in traditional management and labor
philecscchies and practices. TUM ecphasizes continuous process improvement in
‘s coerations by all persconnel. It aopliss
retail, and service organizations,

TCH requires discipline, dedication, and a full understandine of TaM
To ensure successful implementation, Contract

crinciples and technigues.

Menagement personnel will receive both formal and on-the-jcb TOM trainina

comprised of the follaowing.

- Formal Trainino:

{1) Introductory Training —- all personnel

(2) Advanced Trainino ~- senior level personnel

(3) Specialized Training -- TQM Facilitators .
(2) Refresher Trainina -- all p .rsonnel

~ On the Jcb Traininyg:

Al parsonnel - TCM Facilitator and management resoonsibilities

TCOM alsno requires a full understanding cf the wcrk tasks or processes

that ccocmpris2 a job. COnrly those eaployees proficient in their respective

fencticns can adeguately analyze individuai work processes, determine the

icoact of the precesses on larcer oroanizational functions, or coals, and

identify cpportunitiss for improvement.
Emplovee traininc cpportunities. both formal trainino and on the jcb

training, will continue to receive priority emphasis. Ongoing initiatives in
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the trainina fi=ld 1ncluds:
(1) Development of the DLA-specific Contract Administration Course.
(2) Develcoment of 31 lesscn plans providing standardized, in-house
raininc packaces on a wide variety of Contract Maracement
functions.
(3) Uee of vid=o training modules in preoaress payment administraticn
and cost monitoring.

f comouter based trainine modules in such areas as progerty

~
N
and
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ten reviews and prcegress pavment administreticon.
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The provisien cf T8M trainino to all personnel, cousled with a continued
erphasis cn prafessiconal development anc jcb training will expedite the

instituticnalization of TGM within the eroanization.

B. Harmenizing Contract Management Policies and Procedures

In discharaina its raspensibilities for the oversioht of Contract .

Management functions performed within the nine DCAS Regicns, the Directorate
iszues fo .-y and proczdural cuidance in the fgrm of DLA Manuals and other
instrucc.o.5. To ensure existing policies and procedures arz consistent with
JCM princiy--s, a revisw of all DLA Manuals issued by the Divisicns will be
conducted jointly with the DCAS Ragions. The review will entail an indepth
study of all policies anu prccedures for the purpose of improvinag the
efficiency and effectiveness of internal operaticns and the quality of service
te our Military customasrs. [n addition to this review, all futuré-policv and

procedural guidance issued to the DCAS Regions will be subjected to a similar

. \J . - -
process analysis and evaluation for the purpose of identifvine and

10




imnlamanting cppertunitiez for improvement. Firally, operations internal to
the Directorate will be reviewed to ensure barriers to the implementation of
TeM are reamoved.

Harmonizing existing policies and reaulations with TEM will spur further
quality improvements within the organication and feed the cycle of continuous

process improvement in all aspects of cur work environment.

C. Enhance Communication and Feadback

Cne of th= principal barriers to adoptinag a successful T3M proaram is a
lack of communication and féedback among emplaoyees and between employees and
and management. TGM must everly penetrate all layers of an oroanization
to effectively implement a continucus process improvement system. Employees
must be willing to share ideas within and outside their functional areas. and
supervisors must be willing to consider alternative ways of doing business.

As TGM gradually becemes a part of the culture of an orcanization.
barriers to communication within the corganization slowly disappear.
Initially, hcowever, these barriers can slow down the transformatjcn process.
To foster improved communications within the Directorate and within
individual Divisions, the Exscutive Working Groupg (EWG) will meet at least
every six months, or earlier as directed by the EWG Chairman, to review the
Directorate’s precress in irplementing TAM. These meetinos will provide a
forum to discuss ways to facilitate TOM and to review any current TOM
The EWG will also act as a sounding board in coordinatina and

oreposals.,

integrating the many ongoing initiatives within the Directorate. There are

LY

1!




numercus automaticn initiatises now underway, for example, that warrant the
full cocordination of all Divisicns within the Directorate and other PSEs.

The practice ef TGM will facilitate this coordination.

D. Work Environment

Froductive emplovees are cenerally motivated to provide oualitv preducts

=<

and sarvices. This motivetion is enhanced by TBM. It is further enhanced bv

providino employees with suitable workino envirecnments and the necessary tools
tc functicn efficiently and effectively. Ths quality of the work environment
reflects an oroanization’s comnitment to its emplovyees. Every effort must be
taken to ensure that the quality of work environment is optimized. This might
~involve utilities (heat.-licht, etc}, fiutures, or work teoele. such as ths
availability of microcomputers and software. Each investment in improving

the worl environment is returpned through increased emplovee productivitv.

E. Monitcr Effectiveness

TGM focuses cn the processes that affect the quality of the products or
services produced by an organizaticn. Improving indivicdual processes
translates into better preducts and services which, in turn, cenerates
increased custamer satisfacticon. TOM and preoductivity are also intertwined.
As cuality improves, emplovees devote less time te rework and more time con
praducing and delivering preducts and cervices to the customer. Finally,
increased customer satisfacticn and organization productivityv directly
influence employee morale and job satisfaction.

l"’

-

\




TOM =~=» increaced productivity ==~=>» increased =--> increaced emplovee

(guality products customer morale and job
and services) satisfaction saticfaction
A i
L f

Productivity, customer satisfaction, and employee morale are all
stimulated by TGM, and each reinforces the others. As TOM becomes
institutionali;ed within the organization, improvements in each of these three
areas can be monitored. The Special Purpose Data and Unit Cost procrams and
DCAS Performance Indicators can be used as gros; indicators of productivity
enhancenent. The Custcmer Relations Frogram (ﬁLA Reaulatien 8000.2) will
serve as a us2ful index of buying activity satisfactian with the timeliness
and quality of contract administration services performed by contract
administration offices within the DCAS Regions. Various indices can also ba
used to measure employee morale and job satisfaction. The Model Installations
Frogram, Froductivity lmprovement Frogram, and Beneficizal Suggesticn Frogran
were established to motivate employee participation in improvina operations.

An increase in the frequency of employee proposals submitted under these and

other programs, such as Value Enaineerino, would be indicative of a widening

W

interest in improving the quality of work processes and procedures.
A reduction in parscnnel turnover and the use of sick leave by employees
would indicate a higher level of morale and team spirit. Low employee morale

and werk productivity are often acccmpanied by hich turnover and frequent usa2

of sick leave.
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A MESSAGE FROM THE DIRECTOR OXN
TOTAL QUALITY MAXAGEMINT

As you read the DLA Total Quality Management
Master Plan, I ask each of you to reflect on the
application of "Quality” in your life style. 1In
the context of TQM, the definition of life style
includes --- work style, management style, and

leadership style.

Total Quality Management is not the traditional
"Quality Assurance’ approach with which we are
all familiar. Eather, it embodies a philesophy
that says there is a realm of quality in the way
we think, act, conduct our business, and interact
with others.

Total Quality Management suggests that we nust
identify and rTeview the processes that affect

our lives . and continuously strive for
improvement.. In the biblical sense, it almost
gsounds religious. In some ways it is. TQM

demands commitment, discipline, and continuous
improvement starting with the top executive of an

organization.

Rest assured, Total Quality Management bhas ny
fullest attention and commitment. I expect it to
have yours too. &s you becore familiar with:the
Total Quality Management life style, I trust that
you will share my enthusiasn and lead DLA along
the path of Total Quality Management.

Sl bl

CHARLES McCAUSLAND
Lieutenant General, USAF
Director




